An assessment of staffing and training needs for effective delivery of extension services in mainstreaming sustainable land management (SLM) practices in Kilimanjaro Region was conducted in June/July 2013. Data collection methods included discussions with key informants at the regional and district levels, consultations with village level stakeholders and potential collaborators, review of human resources data both at regional, district and ward levels and collection of individual staff bio-data including capacity deficiencies. The staffing situation at the regional and district levels was considered to be adequate for effective mainstreaming of SLM interventions in the region. Staffing at ward and village levels was very poor and largely inadequate for sustainable execution of extension services. It is optimistically estimated that on average the staffing at ward level needs to be increased by at least 50%. In some districts the deficiency of extension staff at ward level was as high as 80%. Training needs exist at all levels from the region down to community level. At the regional and district levels both long and short term training programs were required. At the community level required training is more practical and purely focused in mainstreaming SLM interventions at individual households and community lands. Potential collaborators with local government were identified in four main categories namely, NGOs/CBOs, private sector, government departments and faith-based organizations. The study recommends a capacity building program on specific knowledge gaps identified at regional, district, ward and village levels. The study further recommends that immediate measures need to be taken by the district authorities to address the staffing problem at ward level including recruitment of volunteers and developing collaboration framework with identified potential partners.
Introduction
The Global Environment Facility (GEF) through UNDP has committed US $2.63 million over a period of 4 years to contribute to reducing land degradation on the highlands of Kilimanjaro through implementation of actions targeting removal of barriers for Sustainable Land Management (SLM) in a multi-level approach. The project goal is to ensure "Sustainable Land Management provides the basis for economic development, food security and sustainable livelihoods while restoring the ecological integrity of the Kilimanjaro Region's ecosystems".
The Kilimanjaro ecosystem is experiencing an extensive process of degradation and deforestation, with serious consequences on its ability to continue providing ecosystem services and declining land productivity [1] - [3] . Degradation is driven by a set of complex and interrelated factors, such as rapid increase of a population largely dependent on natural resources, land use change, poor land management practices, unsustainable harvesting of natural resources, declining commodity prices and climate change. As in other parts of the country, local communities in Kilimanjaro are faced with a number of shocks for which they must develop coping strategies. Among the documented shocks [4] for example include climate change causing crop failure, economic hardships, health related shocks causing diseases and deaths, land use conflicts as well as policy related challenges.
The project intends to address four key barriers to sustainable land management in the region which are: limited livelihood opportunities outside the natural resources, weak incentives for adoption of SLM, weaknesses in the policy, planning and institutional environment that influence SLM, and inadequate skills at all levels required for promoting and/or adopting SLM. The project has a set of outputs linked to activities and interventions aimed to address the identified challenges. However, for the project outputs to be realized the capacities of the implementing agents on the ground particularly the regional and district technical teams need to be enhanced through a systematic capacity building program. The reported study aimed to assess the staffing and training needs for effective delivery of SLM related extension services in the region. Specifically, the study aimed to:
• Assess existing capacity for extension service delivery at regional, district and community level;
• Assess the required capacity and gaps for effective extension delivery;
• Identify best partnership practices between local government staff, NGOs and the private sector in delivering of extension services; • Recommend a capacity bridging program involving partnerships and synergies with existing collaborators in the districts.
Methodology Deployed
A range of data-collection methodologies was deployed during the assessment to facilitate effective participation of key stakeholders and triangulate the findings objectively [5] [6]. The methodologies deployed are briefly described in the following sub-sections.
Discussions with Key Informants in the Region
This approach was used to collect information from the project management team, regional and district officials, and selected professional and technical staff using a specified data-collection checklist. At the regional level the key informants, among others included the Regional Technical Team, responsible for implementing the project, and other relevant administrators. At the district level discussions involved the District Facilitating Teams, technical officers, and other extension agents in the district. The data collection process was structured to capture comparable information from both the region and districts for triangulation purposes.
Village/Community Level Discussions
From the design stage of the assessment it was strongly felt that community needs and perceptions in relation to capacity building should be given attention. In each district one representative village was selected. In the selected village a consultative meeting was organized consisting of representatives from the community. Representatives included 5 members from the village government, 5 from village environmental committees, 3 members representing influential farmers in the village and 2 representatives who were female household heads.
Collection of Bio-Data of Employees and Deficiencies
Current data on employees was collected from the regional, district and ward offices. A special form was de-signed to capture the entire list of existing extension staff in the region and districts, their capacities and deficiencies.
Reviews of Relevant Documents
Various documents provided by the project, local government authorities and other stakeholders were reviewed. From these documents secondary information on the capacity status in the target districts was obtained. Particularly, human resources management data was reviewed from the personnel department files and planning documents at regional and district levels.
Data Analysis
Data was analyzed with the purpose of establishing existing capacities and gaps [7] [8] in relation to the provision of extension services for mainstreaming SLM activities at regional, district and ward/village levels. For qualitative information collected through checklists, content analysis was deployed to extract valuable pieces of information that add value to the assessment. Quantitative data especially on staffing levels was analyzed using standard statistical procedures.
Results and Discussions

Analysis of Staffing Needs
In the context of this assessment, staffing was contextualized to entail the process of acquiring, deploying, and retaining human resources of sufficient quantity and quality to create positive impacts on effective implementation of project interventions in Kilimanjaro Region [9] [10]. For purposes of providing extension services at the district, ward and village level as well as coordination at regional level, staffing is perceived as a management function of the regional and district authorities within the Local Government system in Tanzania. In this context it involves manning the regional, district, ward and village level administrative structures with the needed technical and extension officers for effective service delivery to the target population. This is supposed to be achieved through proper and effective selection, appraisal and development of the personnel in their respective positions to fulfill the roles assigned to them by employers [11] . It is in this context that the assessment was done to establish the staffing deficiencies at all levels in order to propose mechanisms through which the SLM project in collaboration with the local government structure in Kilimanjaro could improve the situation for a more effective delivery of extension services. Assessment of actual strength in the section shows that the section has deficiency of nine technical staff. Examining the staffing deficiency in relation to the task of mainstreaming SLM in the region it was apparent that lack of an irrigation engineer, two agro-engineers, one veterinary officer, and a beekeeping officer can adversely affect the mainstreaming of SLM activities in the region. This is because SLM interventions in the region require knowledge and professional skills from all disciplines including engineering, veterinary science and beekeeping. Discussions with the Regional Technical Team confirmed the fact that the shortage, especially of engineers has a bearing on delivery of extension services related to rehabilitation of degraded lands, and improvement of irrigation systems.
Staffing at Regional Level
It was observed that most of the vacant positions at the regional level were already budgeted for ( Table 1) . What remained to be done was to fill the positions through normal recruitment procedures. Discussion with the regional team during the assessment revealed further that team spirit and holistic approaches have been promoted in delivering extension services to the communities. The inter-disciplinary approach that has been adopted has minimized the impact of staff deficiency. Regarding the project staff that were employed by UNDP the assessment revealed that all established project positions at the regional level have actually been staffed. There is no deficiency in terms of project staff because the recruitment process by UNDP closely matched the requirements of the project and qualifications of the employed staff.
Staffing at District Level
Extension services for mainstreaming SLM activities at the district level were facilitated by the District Facilitation Team (DFT) under the leadership of a district focal person. The composition of the DFT is normally determined by the District Executive Director (DED) who appoints members of a DFT. During the appointment, the DED ensures that all the needed technical competences for handling sustainable land management issues are included in the team. Most common technical officers who constitute the DFT are drawn from relevant disciplines including agriculture, forestry, beekeeping, livestock development, community development, planning, land management and engineering. Composition of a DFT depends on existing professionals in a respective district. In total, the DFT is made up of eight members. The role of DFT is to facilitate the process of mainstreaming SLM interventions through delivery of extension services to the communities. The assessment of staffing levels in the districts examined whether the DFTs had adequate staff for effective delivery of extension services. Since the DFT membership was drawn from relevant departments for SLM, it was implied that if the DFT was in place, adequately staffed and operational, extension service delivery in the districts would be smooth. It was revealed that in most of the districts staffing for implementation of SLM activities was adequate. It was only in two districts namely Mwanga and Rombo where deficiencies of 1 and 2 technical staff were respectively encountered. In terms of qualifications of the technical staff within the districts there was much variation. Most of the encountered staff either had a degree, an advanced diploma or an ordinary diploma. For implementing and sustaining SLM interventions in the districts, these qualifications were adequate. However, some capacity building in some specific areas of intervention shall be necessary as presented in the Section 3.2 of this paper.
Staffing at Ward and Village Levels
Eventually implementation of planned SLM intervention takes place in the target villages with facilitation from extension officers based either at the ward of village levels. During the assessment, it was therefore considered an issue of prime importance to assess existing staffing situation in the wards in order to establish staffing deficiencies which can adversely affect mainstreaming and sustaining SLM interventions in the region.
The ward level was purposely selected as the focus of analysis as opposed to village level for a number of reasons. In all the districts assessed, extension services at the community level were provided by extension offices based in the wards but serving a number of villages. In some instances, an extension officer served more that one ward. In very few incidences, some villages have village level extension officers. However, such villages were too few to direct the focus of the assessment at village level. The implication here is that it is more realistic to consider staffing at ward rather than village level if one needs to make an impact in terms staffing. As such, it was assumed that provision of extension services at the community level would largely depend on existing extension offers at the ward level.
The assessment took an inventory of existing extension officers in all the wards where the project is operational. The inventory took into consideration staffing requirement for each ward in terms of various disciplines that are relevant to SLM interventions. The assessment further established the number of existing staff in various disciplines and established staffing gaps or deficiencies based on the optional requirement of the wards. Findings indicate that in all the districts serious staffing deficiencies exist at ward level. As shown in Table 2 below, in terms of percentages the highest recorded staff deficiency was 80.5% from Mwanga District followed by Siha (77%), Same (71.4%) Moshi Municipality (70%), Hai (67%), Rombo (64%) and Moshi Rural (55%).
It should be noted that the relatively lower percentage of deficit in Moshi Rural was actually a reflection of the fact that in several cases one extension officer was serving more than one ward. It should also be noted that the degree of deficiency depended much on the number of wards within the district which are involved in SLM interventions. For example Mwanga has a total of 11 wards and mostly has extension offices in agriculture and livestock production with very few community development officers and without foresters, beekeeping officers or water services attendants at ward level. This makes the staffing deficiency relatively high. When all the target wards were considered together staffing deficiency at ward level was found to be about 54%. It can, therefore, be implied that the wards where SLM interventions are implemented, have only about half of the required extension staff. Yet, this is an optimistic estimate. Depending on available resources, the local government authorities in collaboration with partners can target to reduce this deficiency by a percentage say (e.g., 50%) and apportion the recruitments based on demand in various wards. The staffing, can either be in terms of employed project extension staff, volunteers supported by the project or combination of both categories.
Analysis of Training Needs
In the context of this assessment training was considered in contemporary terms as an integral part of a comprehensive and systematic program addressing capacity issues, on how to use available technology best suited to the project's goals and embedded in a personnel development plan [9] [10] . It was further perceived that training should constitute build-in incentives on the part of project implementation staff to apply the new skills and should empower trainees to train others in using the technology. This is expected to influence staff performance in delivering extension services. As such, training was not considered to be stand alone and one-off interventions but rather a continuous process of capacity building in the region [7] [8] . New skills and competences are developed responding to specific individual and community needs. This conceptualization guided the assessment process. The assessment of training needs was done for all the levels of SLM implementation including regions, districts, and ward/village levels. In each level the assessment was guided by the roles and responsibilities of staff and other stakeholders at that level in provision of extension services for mainstreaming SLM interventions in the region.
Regional Level
The regional team is responsible for overall coordination of the SLM interventions for the whole region. It is more strategic in nature with leadership and management roles including overall project cycle management. The assessment revealed that two categories of training needs exist at the regional level. They include both long and short term training programs. Long term training is required for some staff who would like to increase their professional competences. They include regional staffs who are interested to increase their qualifications and attain either graduate or post-graduate trainings. Short term training needs are very much related to acquisition of knowledge and skills in order to increase the capacity of regional staff to comfortably handle the coordination role. These are needed for almost all staff at the regional level. It was expressed during the assessment process that short training covering one to two weeks should be organized to provide knowledge and skills on some thematic areas of interest to SLM. The most relevant thematic areas include:
• Leadership and management skills;
• Strategic planning skills;
• Result based monitoring and evaluation skills;
• Project cycle management skills;
• Team building and communication skills;
• Conflict management skills. It is proposed that the trainings should be formal in nature facilitated by resource person from within the country mostly to be drawn from existing institutions of higher learning and competent NGOs/private sector.
District Level
At the district level the assessment revealed that this is where intensive training and capacity building is needed. This is because the district team is responsible not only for the coordination and supervision of implementation of SLM activities in the district but also because it is envisaged that trainings at ward and village level should be facilitated by the district teams. Additionally the responsibility of integrating SLM interventions in the district planning process and ensuring acceptability by political structures in the districts rests with the District Facilitating Teams (DFTs). It is therefore important to ensure that the district teams are competent in most of the SLM technologies and practices. The assessment revealed that similar to the regional team, the district teams need both long and short duration training programs. A number of needed thematic training areas of training were identified to be relevant to the district teams. These include the following: • Business administration and financing mechanism (options at local level);
• PES options including REDD+;
• Efficient irrigation technologies.
It is proposed that training at the district level be provided to all relevant technical staff using the Training of Trainers (ToT) approach, the implication being that the district teams have to train those at lower levels. The training should combine theoretical orientation, practical skills and resources allowing some study tours to concretize the practical skills. The proposed duration of the training at the district level is two weeks whereby the first week is spent on theoretical orientation while the second week is used for practical skills including a study tours. The training should be organized within the region but rotating among the districts. Selection of the district where a particular training can be hosted should be guided by the possibility of carrying out practical training in that particular district on the thematic training area. For example, soil-erosion control training should be conducted in a district where soil erosion is a serious problem. As for the study tours, they can be organized within the region or outside depending particular skills required.
Ward and Village Levels
As pointed out earlier it expected that training at ward and village levels should be facilitated by the district teams. In situations where specific practical skills are needed and an NGO or institution in the private sector or FBO partner has the needed skills, collaboration between the district team and the partners should be sought to optimize learning. This may apply for example in areas of alternative energy technologies, nursery techniques, beekeeping, and water harvesting and efficient irrigation systems where a number of partners working in the districts have knowledge and experience as summarized in Section 8 of this report.
The assessment reveled that relevant training at ward and village levels should be on practical skills and adoption of technology as opposed to theoretical concepts. The most relevant thematic areas were identified and they include: • Alternative energy technologies;
• Livelihood options and micro-financing mechanisms;
• Tree nursery and agroforestry technologies;
• Soil erosion control mechanisms; • Beekeeping skills;
• Non-timber forest product collection and value addition;
• Water harvesting and efficient irrigation technologies.
It is proposed that the training approach should focus on demonstrations, practical orientation and study tours for practical learning. The trainings should best be organized at ward level and should rotate from one ward to another within the district taking advantage of peculiarities of different wards in relation to required SLM interventions.
Analysis of Community Perceptions on Existing Capacities
During the assessment process, deliberate efforts were made to get community-level opinion in relation to existing capacities to implement and sustain SLM interventions. In each district, a representative village was selected and a consultative meeting arranged. The consultations aimed first to establish whether villagers are aware of the SLM introduced interventions and how community members participate. It was revealed that all the involved villagers were aware of a project. Villagers reported to participate in project activities including tree planting, soil-erosion control, forest protection, protection of water resources, beekeeping, improved agriculture practices, reviving of traditional irrigation systems, alternative energy sources, and engaging in income generation activities. Villagers were aware of what the project expected from the community which they summarized to be active participation in project activities including practicing improved land-management practices in their own farms.
When asked about their ability and capacity to actively and effectively participate in project activities, the trend in all the villages was to request for capacity building arguing that they did not have enough knowledge and resource for effective participation. Among the areas which they requested for training included:
• Improved agriculture and livestock keeping practices; • Beekeeping; • Soil erosion control and conservation;
• Establishment of tree nurseries and agroforestry;
• Alternative energy sources;
• Income generation activities and micro-financing.
They also reported to need support in terms of improved crop variety seeds and livestock herds. When asked about their perceptions on the ability of extension officers to deliver good services, all the consulted villagers reported that extension officers are not enough. They requested for increased number of extension officers particularly in agriculture, livestock and forestry professionals. It was also pointed out by villagers that some extension officers need to be trained on recent development in agriculture.
Shortage of extension officers was reported to result into delays in terms of getting services as one extension officer was serving many villagers in the ward. Inquiries were made to find out whether villagers were willing, ready and capable of sustaining SLM interventions as introduced by extension officers in their localities. Findings indicated that in all the villages surveyed willingness existed. Most of the interviewed villagers were ready to adopt introduced SLM practices in their farms but expressed their need for capacity building and support in terms of:
• Marketing of farm produce;
• Trainings and employment of extension officers;
• Access to credit facilities; • Access to seeds, seedlings and planting materials;
• Alternative incomes and sources of energy.
Assessment of Potential Collaborators
The possibility of collaborating with other actors in pursuing SLM interventions was examined. The other actors in this context included like-minded organizations such as NGOs, FBOs, the private sector and other government departments whose activities complement SLM interventions in the region. The assessment was done in every district and the findings are summarized in the following matrix ( Table 3) .
It should be noted that different modalities of engaging the potential collaborators exist. In some instances they can be sub contracted in others they can take part in project activities using their resources but also they can fundraise in collaboration with districts teams.
Major Conclusions and Recommendations
Through the assessment it has become possible to understand the existing situation in terms of staffing and training needs in the districts and wards where the SLM project is operational as well as at the regional secretariat where project coordination is affected. The major conclusions from the assessment include the following:
• The existing staffing situation at the regional and district levels is considered to be adequate for effective delivery of extension services. Where gaps exist for example at the regional level, mechanisms are already in place to fill the gaps including inclusion of the recruitment needs in annual budgets.
• Staffing at ward and village levels is very poor and largely inadequate for sustainable execution of project interventions. It is optimistically estimated that average the staffing at ward level needs to be improved by at least 50%. In fact in some districts the shortage of extension staff at ward level is as high as 80%. This is an area where the project can significantly make an impact in terms of staffing.
• Training needs exist at all levels from the region down to community level. At the regional and district levels both long term and short term trainings are required. While the former is for improving the professional skills of the staff the later is largely focused in ensuring that the needed knowledge and practical skills to handle planned project interventions are in place. At the community level required training is more practical and purely focused in mainstreaming SLM interventions at individual households and community lands.
• A number of potential collaborators were identified. They fall in four main categories namely, NGOs/CBOs, private sector, government departments and faith based organizations. Possible collaborating mechanisms included sub-contracting, joint ventures in fundraising, provision of training services and using partner's activities/interventions to complement SLM interventions in areas where the partner is working. However, deliberate efforts to initiate the envisaged collaboration should be taken by the project management team.
• A training program for the project covering all the levels has been proposed.
It is recommended that the SLM local government authorities in collaboration with the project management team should: • Take immediate measures to implement a capacity building program for mainstreaming SLM activities in the region based on the identified knowledge gaps.
• Decide on immediate measures to be taken to address the identified staffing problem at ward level in all the districts.
• Continue their efforts to develop memorandum of understanding with identified potential collaborators in the region for collaborative delivery of extension services.
